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1. Thla memorandum lio Is raspesas to ytwi of 2* Smmm Ifll, 
TCS«lt41*iT| s stlilsd w Savtew of &• Necessity for Cant ies atlon ©f 
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•«t f«td in At« pop**. 




Objectives Relevant to Till# Problam 

2. Seme immediate m<( tome longer range objective* of &• 
***'*A 1 *^ •*** ** Agsacy seed to be kept Is siM Is reconsidering the 
method of hoteling the AQUATfJNE protect: 

a. Te achieve a higher gaality of protect at as eqsat or 
lower coot* If possible, than ha* hoes the esc* to date. 

b, Te search esestantly ter ate apply sew technt goes 
from whatever eeorco <i,e., sot only Coalman) to oebtevo kighor 

******** (Seme sow toclsigooe are csrrently available ter poeeihle 
application,) 


5SSHi 11 might ho possible to provide to tea intelligence 
cooeaeaslty ate -tear# applicable osteite $1 Is tea Government 
sow ate toatte ideas, eqalpmast, te proeeterss is this field, 
possible by vlrtae of tea ssSgae bsreascratic position of Cl/ in 
tea Gevorsmost, free from tee constrictive s Under dinettes 
proeeterss osterstatesfc-ly repaired te tee Services. 
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c. To looaro |i«attr procedural flexiUlity and reepoit- 
•iv«MM tn ft* protftetilM of photogr aphic x&aterials to moot 
consumer need*. 


4. To lauftUift o pmt«*iB| castor with » capability of 
satisfying programs similar to AQUATONE sow planned or to bo 
planned of a clandestine and highly ooaaitive natoro. 

o. To nulftlui oao of personnel new required is 
ICT AO TOM AT for pheto .gr aphieally snploltlng already aeytirtd 
•orlM photography. This include* rectification, copy camera 
printing, enlarging. etc. 

Altoraastoee Considered for Processing 
AC UATON £ PkoUgr aphlc Products 

K Tho following alternatives km boos subject of consideration 
by tho greop mentioned above: 


a. Contton a pro soot arrangement with Eastman indefinitely, 

b. Centtoe* using the same facility tad equipment at 
Rochester trader managitment of a ClA/HT AUTOMAT official 
with contract pereoaael. 

c. Establish to urn* ar two floors at tbe Steoart Boitdtog 
a processing aait trader management of a Cl A/ BT AUTOMAT 
oitielA with CIA psreoairal or alteraatively with contract pereoaael. 

d. Establish a contract proceeeieg center to toe Washington 
area coder supervision of a CIA /«T AUTOMAT official. 

*• Establish a processing confer to Wnobtogton area 
cader supervision of a C US KT AUTOMAT official aad manned 
by personnel from Army, Wavy, Air Force, and CIA. 

f. Arrange for «•* of too Air Force or Wary processing 
coalers to toe Washington area. 

g. Arrange for nee of Air Force or Wavy processing 
centers outside of too Washington area. 
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4. Tb* following («eti condition our *ti* of the above alternatives: 

a. Ceeta involved U the maintenance of the establishment 

at Coalman, tike already having been paid for by the 

Feajeet and real estate already being owned by the 8$ Government 
(Navy), are at fallows: 

(1) Far a easel actually m duty ** the aamlMr ef 
personnel fluctuate* with the work lead, personnel in 
excess eC stand-by beiag employed dee where in the 
Saatanaa company -- are paid far only hours acts ally 
worked. 

(2) Cent af materials etntwmti 
m Overhead charge*. 

25X1 A 

Theae ceeta currently here been budgeted et dollars 

per year. 

b. existing procedures at Eastman were designed to meet 
a plaa ef predsctiea at the rale af approximately fifty operational 
niatiost par month, sat aa the basis of highest quality processing 
at a much lower rata ef production of three operational missions 
per month which ha* turned out to be about the average. 

c. Eastman** principal interest appears to ha in ths 
advanced mfc£» production aaad sals of aim wad papers and not 
in tha routine processing *• erhich It is committed under present 
arrangements. It la believed that Santanas would welcome the 
occasion to be relieved at tha ^rteiaihg respoaalbillty though 
would no doubt want to continue to provide raw material* Involved. 


d. Responsiveness ef the Kastman proceaaiag facility to 
consumer requirement* is in some degree adversely affected by 
geographic distance from Washington and possibly by tha vagaries 
arising from tha organiaiatleaal distance between the consumer* 
and Kastman which pase through th* intermediary of Project 
Operation*. 
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*. To etaff t ctaltt either ai (fa* pretest 

location m la Smart Biillitf mriat Mftratft location la the 
Washington rna fay Cl/ personae', U, fattw fact of canant 
ceiling*. meitt unlikely* SI tfaa permission war* 
available may for reerwltment far atafifai fay Cl/ pattomali 
It w*«ld Ufa* at lane* alma naafaa to racrait ate. . although this 
mmy fa* a Mi optimistic la tfaa face of real difficalties ta locating 
«wfc paitMoat ia a vary tight market. 


f. fa sea a Wan? « Wr Fare* center outside of Washington 
la tfaa Ft alll Impose to* same difficaltiee aa eat farfa la 4 shave. 


«. Xayarlaaea ortth^^^Hfets not eoggast that the 
raerattaaaat Jefa wanid faa easier fat parsamel vara ta fae sought 
»UMe tfaa Mary or tfaa fix Ferae ta eaae processing ctsari la 


tfaa Navy or tfa* Air Fare* (Washington) o» elsewhere la Out Zl. 
la fec^prehlstn* ef relation would plages each aatta area aa tfaey 


25X1A 


25X1A 


9. Conclusions. 

a. That processing at Eastman afaoel4 fae e«cin*4 far 
m eeiimatod ala to Mae mentos wftt& aa change at tfa* Seats* an 
end, 

fa. Tkst to* r«#|NNsaSfaillty far liaison with Saatatt ehrall 
fae traaaferred Cram Operations to HT AUTOMAT, 

C eestob Tfaia would i*v#m sending a man frees UTAUTOMAT 
to Eastman, ft wealf probably fao well to atteefa too present liaison 
offleor at Eastman to toe HTAUTOMAT representative and net 
withdraw kin. Tfa* reepensifclUty ef couriering fits* from too 
tfaaetr* to Washington slmald rmita with Oparatiena, Tfaa 
responsibility far arranging far to* te evens ant and esurierlng 
of filea to ead frean Sant naan afaevli mere to liTAUTOMAT. 

HT AUTOMAT afa*<ald fa* responsible to to* Project Director 
for to* meeting ef consumer aesii for photographic material!. 

Tfa* eenalaaiea falls net intended to reflect adversely epee 
anyone involved. It l*« hewevsr, a reflection ef toe belief toat 
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thm guidance «l fiaetmaa to prUicfiM itniirtfi of polity 
fUMily i* of vtif direct eoitccrs to cmiotri. and within 
CiA the principal cwM««r 1« KT AUTOMAT, Tlio preceding 
of film to bettered to Sit a function oot directly to flo 

pwgoooo and miaalon of Oporto**, which i« to toko toe 
photography. 


e. That o tor got 4«t« So oot for phasing Eastman Kodak 
processing reo p oa oihtli ty to HTA0TOWAT wits yrtviiUs for 
eneneoory overlap to Snr« eeattaoteg productio n (doc to too on 
Uo forgot dot* okoold So established dftir « logistic md personnel 
Moff study he* been drawn by HTAtfTQblAT); that Sy that tea to* 
equipment owned Sy ISo A gooey So moved eitSor to HTAOTOtdAT 
« So disposed of to too Services im Itoa of wSieS mart desirable 
•taiyoMaf So procured; and Sat ooooooory arrangements So mod* 
for STUTOSdf control of the psrseaasl in the precasting idt, 
whether such personnel So contract or CIA employees. 

Comment* In reaching conclusion «, wo Son consider *d the 
aUaraative of tsaviag the equipment ia the prossat facility at 
Kastman aod uetog catoting porseansl Sy aooao arrangement 
atoS Kastman under a CIA manager. Thit alternative waa 
rejected hscaaast 


(1} S la totStaf that comparable aad adequate 
opaaa to that of toe Navy Building at Rochester woo 
available ia Washington. 


U) That the geographic distance between 
Washington aad Roohostor la a major factor la inhibiting 
*»ot oaly the projtor aad proapt rsspoaslvenoa* la the 
«ao of porooaaai ia too processing center bat alee the 
poaaiblo aae of nacS porooaaai between peak operation* 
for otoar related project# of ISo Agency. 

4, Thai focliittoe ia Stewart Bonding bo eetabUsheci for 

tSo experimental tasting of now type# of equipment or proceesse 

wbieb bare been developed through consultation and contract with 
avaltaSla aad USaly private firms, lacloding Kastman Kodak. 
wSioS woold So available to KT AUTOMAT aad fbe Project aa a 
consultant baato. 
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C om ment : Ik i« believed that ftfcD to tot* 11*14. ft* far m to* 

Agency 4 * ctairel 1* coicarMd, will to t mentor© 4* limited ft* 
long ** IMto<» operate* to* processing facilities been*** of 
link groat filMlatft t* oaapley HP net *4 link m making, 
iatteas by to* m l*r«ncr*ey I* klllikd ken toe In* «•« 
of Oftlfewt muk lif ether comp antes. ThU may be to* cs*e 
with reg«r4 to to* fftitore to wee ill* LOG- £- TRONIC printer 
which tow Ageacy !o«m I EmImm many months ego, Techno- 
logical change e *f(actia| phetogr apfcic processing and •xfloitatio* 
to* intelligence «r« marring rapidly. Eastman l* act sensitised 
to toil* Midi, The Service* while nuttivo ere inhibited bf 
extensive procurement an 4 testing procedures. 

4. Recommendation*. 

». That Itoiftitt r«fr«*ftntotivc* b* info rated of ewr 
4**ir* to *r range for tiw transference of responsibility for 
prociiilil to toe eourii of toe next Itoeel year from them to 
to* Agency. 

b. Thai HTAUTOidAT b* assigned toe Udeee responsibility 
with Eastman m 4 that if peeettts tow m*w HTAOTQMAT represea- 
tatot be totredaeed to iButott official* at toe ««rU**t opportunity 
and teat the keufima of toe liaison res po n sibi lity be accomplished 
with e minimum of Inconvenience e*4 frictioe at Rochester. 
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